| CTA INTERNAL USE ONLY - v\’j,\m\ng{\qwémmfd\

7 Approved For Releas#72002/05/06 : CIA-RDP78-06217A0002QQ050005-5 /1/(/ L

11 October 1972

MEMORANDUM FOR: Executive Director/Comptroller

SUBJECT

]

« DMAG Dbelieves that training is a key tool in breparing
Agency personnal both for their immediate responsibilities ang
for their long-term career goals. At the present time, we
think that nanagement 1s not effectively utilizing that tool.
Without a basic and continuing commitment +o training on the
part of management, +hs Agency's training Drograms will inevit-
ably fall short of their objectives, Ve question whether there
is such a commitmant Arongst management within the Agency today.
Our concern stens from a belief that the Agency is gpecifically
remiss in the following:
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A. fully utilizing programs available through
Agency and othar U.S. Govermuent facilities

B. encouraging a continuing dialogue between
components and the OFfice of Training to facilitate
the development of new courses or the refinemant of
current programs

C. devaloping plans and allocating resources for
training as an integral part of personnel management
and career developnent

D. exploring nesw training re
tional, analytical and managerial eas evolving from
changing Agency missions and the pac £ "the
computer and systems revolution, " The latter has

reated urgent needs for broader understanding of. the
applications of systems analyvsis and evaluation,
brogram review, opportunities Zor multidiscipline
tean applications, and so forth,
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MAG therefore recommends fundamental'changes in the
concept oi "training fficer,"” fanagement’s role at all levels,
and the role of the Cffice of Yraining (OTR).
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ITX. The Role of the Training Officer

The training oifficer (TO), who must be aware both
opezatvonul naeds and training vrograms available e con-—
tinuing link b=atwean the various ccmponents dnc Frequently,
however, a component personnsl or support offl "training"
added to his other responsibilities and tp=s huS llt le time to
devote to the immediate and QeveLopme;*» neads of component
personnal. A survay of component txAining officers in 1968 pro-

duced the following profile (b
TOs, with 44 responding):

d on a gquestionnaire sent to 47

The average “is a male GS~13 with over ten vears
Agency serVLce, and is in his forties. He spends 25% or less
of his time in Araining duties. Crades ranged from GS-08 to
GS-15 (cux ﬁ/ay there is ones GS-07 70). Time on board extendsd
from only¥ eight months to over tweniyv years, The duration of
theip-T0 "training” is an annual cne-day briefing given by OTR.

T

RECOMMENDATIONS::

A. The directorate (sanior) training officer should
be an OTR careserist -- a practice followad in the past.
He should b= slotted in an administrative staff position
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B. Component 703 should also be slotted at the ad-
ministrative staff level, inciuding those who have the
TO designation as a collateral resoonsibility,., From

that wvantagse point, the TO0s could survey riT2 ilmmediate
=

and developmental nzeds of the cogggnv genaxr a11y and
could L*fectLveLy contribute to-Blans for relating
training to personne manggeﬂent and deve lopmental
planning procedures. In racognition cof the fact that
most non-routine training reguests arise at the emoloyee
and first-line slUpervisory levels, the WO; should be in
a pOoltLOQ/-O know both the advantag=ss to be gained and
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g
the exigéncies of policy and funding
guent action.

overning subse-

C. TOs should be encouraged actively-t6 fulfill
their training role, even when tiiis is z collateral one.
Similarly, ma nﬂgeﬁaqt should ngﬁié that thavy have suf-
ficient time to so act. _ _Fr Some cas=23, an OTR careerist
should be as“iqncc Lg/cémooqb“u v0 slots. All TOs --
senior and comaoasit —- should ba raguired To take the
training profGram outlined below.
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1. OTR organization and coursss

in othe=sr

@3 LO factual and
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lecture and course
7, instructor training, OIR
&n* training, and so forth

of component training policies
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Management has bzen inconsistent and ambivalent in its
attitude towards tralning as an integral part of davelop lng ef-
fective officers. A casa in point is the Tntzlligence and World
Affairs coursa, requirad for all new vrofessionals w1thin thelr
first elightesn months in the Agency. Daspite this statutory »#
requiremﬁnt, only about 50% of Agency professionals are ever !
enrolled a“‘ many take the course afrer several years on board.
Budgeba*v restrictions have prevented professionals from re-
celiving n “and valuable external training -- restrictions
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that wore e active planninﬂ may have averted. Tmagina*ive
training policies nave ueen developed by CRS and OL and should
be explored in terms of proader applicability.

RECOMMENDATIONS:

A. Mandatorv component train ning policies should be
Qou&ﬂll“bod. These pollcies should include: realistic
ssessments of +the kinds of training recommendad and

courses available for all personnel as they progress
ucward; consideration of rotational assignments and
1cacum1c sabbatsicals; TDY familiarization trips where
apvplicable; budgetary considerations. The policies
should be coordinated with the gsanior TO and OTR. They
must be Flaxible, and should be reviewed annually by the
comTonant SUDRrvisdrs and TOs. The results of this re-
view, particularly recommendations for further action,
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should be forwarded to the approprilate Deputy Directoxr
and the DTXR.

5, Imolementation of the rocommandations on selection,
uwtilization, and tralining of TO0s.

C. Supervisors, in conjunctlon wvith componantc Os,
should be specifically charged with digsseminating informa-
tion on training opportunitiss on a regular bas;s.

Iv. TR's Role

Tha aBility of CTR to respond to Agency ne ceds depends
upon effective com munications between that office and users.
This brings us full-circle -- back to the training ocifficer.
The newly—instltihca Board of Visitors ho pefulTJ will serva as
a bridge, critically assessing component needs and OTR's capa-
pilities. But the Board cannot replace the vorking—Woval con-
tacts baztwean COmDONSnts and the aoo*00f1=ue elements of OTR
for developing critical inputs into improving tha role of
training in rersonnzl mana gement and, incdeed overall Agency
eFfeculmpress.

PFCOV“TFD\”TOQS:

a. develop the TO training course outline

B. euxpand the present cudacity £for course and
curricuium davelosment and avaluation. OTR can play
a greater role In improving component tra vining, in-
cluding support for the development of courses in col-
laboration with outside contractors.

. ewxoand the dialogue with co omponent chiefs and
™05 to kezp abr=ast oOf changing Agancy training needs.
Component training policies should surface new needs,
and OTR must be flaxible and innovative in responding.
One recent positive example was cTR's role in designing
the one-day seminar on "New Directions in CIA's Support
o€ U.S. International Economic Policy."

D. 1sa_af regulatorv power and ponsibility con-
tained in | 7nich give CTr
tne right to sign Off on. Agancy Trazning expenditures.
Resor: to these powars should encourage components to undéar-
+nke careful study of training as it relates to ilmmediate
and long-rangs neads for parsonnal management and career
d-\sLoaﬂﬂnb. Tha DTR's position as Chairman of the Training
Selaction mdﬁ_d, rasponsible dLrectly to the Exacutive
Director/Conptzoilar, enables him to encourage utilization
of seniox-la /41 swtarnal braining opportunities as part ot
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an overall desvalopzant plan rathar than as a tenporary
and convanient means of disposing of u: wanted senlor
officers.
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BE. mnaximun exnloitaticn of OTR's control oo the
Tnformation Sciences Center to educate appropriate ele-
ments of the Ageacy in the diverse avplications of infor-
mation scisnce and computer tachnology.

MANAGEMENT ADVISORY GRCOUP
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